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WILLIAM R .  MONAT  
EVERYPROFESSION worthy of the designation should 
possess the confidence in its own special knowledge and expertise to 
define professional mission, practice and performance evaluation, and 
to expect community acceptance of its definitions. Whether or not this 
can be said for the library profession, and particularly for those 
practitioners functioning in community public libraries, has been an 
issue of continuing soul-searching for some time.' Only four years ago, 
Lowell Martin observed that: 
The public library has had neither policy nor program for reacting to 
forces that affect and even threaten its social role. Like other 
established institutions, it has relied on inertia to carry it through. So 
ingrained has been the concept of the public library in America, so 
strong the faith in a people's materials source, that it has fared 
relatively well through the last fifty years. The winds of change have 
blown hard, and in new directions, but the public library has stood 
unmoved. This attests at one and the same time to its ingrained 
tradition, its institutional inertia, and on the other side to its 
continuing social role, its acceptance in the order of things. The 
public library is an agency that is a mixture of service and c u ~ t o m . ~  
Martin's gentle implied admonition to his professional colleagues 
and peers is striking in light of the major role he has played in defining 
and seeking professional improvements in the scope and quality of 
library services. His observations, and those of others equally familiar 
with and committed to the public library as a significant community 
institution, provide the theme for this discussion, authored by a social 
scientist who is not a librarian, and has not been professionally 
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socialized into librarianship, but who has on another occasion entered 
his own admonitions to the professional public librarian.3 
It is not my purpose to substitute an "outsider's" definitions for the 
legitimate professional definitions of mission, practice and evaluation. 
It is my purpose as a social scientist and institutional administrator to 
suggest that in reaching those definitions, the professional librarian is 
compelled to acknowledge the relevance and importance of social and 
behavioral science methods and data. Fortunately for librarianship 
there are the professional voices of Wasserman, Blasingame, Martin, 
Chapman and others which echo the same themes4 
A nonprofessional is somewhat intimidated when asked to suggest to 
professionals the conceptual and methodological approaches to 
employ in determining library operations and impact. The receptivity 
of the library profession to this supportive kibbitzing, however, is 
documented by the contributions over the years to such professional 
journals as Library Trcnds, American Libraries, Librarj Journal and the 
Library Quart~rlj, among others. My study of Pennsylvania public 
libraries in the mid-1960s further persuaded me that the social science 
and management perspectives do have something to say to public 
1ibrarians.j Finally, in reviewing generous portions of the professional 
public library literature of the past eight years which is addressed to 
issues of mission, practice and impact, I have strengthened my 
conviction that the public librarian is acknowledging the salience of 
socioeconomic-political data in shaping institutional objectives and 
evaluating institutional performance. 




In assessing the contributions of the social and behavioral sciences to 
an understanding of public library operations and impact, a number of 
major and often overlapping categories of knowledge appear 
significant: 
1. Social and industrial psychology provide much of the scientific basis 
for understanding the structure and behavior both of formal 
organizations and of individuals and groups within those 
organizations. 
2.  	Sociology itself offers a valuable body of knowledge and 
methodologies that are indispensable to an understanding of the 
library's publics. of its consumers, of the behavior of the market 
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for library services, and of the demographic and other social 
changes that affect the library's mission. 
3. 	Closely related are the contributions, largely generated since 
World War 11, of operations research and systems analysis which 
facilitate more precise definitions of organizational objectives, 
more reliable diagnoses of organizational pathologies, more 
effective solutions to organizational problems, and more realistic 
measures of organizational impacts on the environment. 
4. 	An awareness and facility with community economics and public 
finance are important components in the knowledge arsenal at the 
disposal of public librarians who wish to plan effective library 
services and extract from the community the resources necessary to 
support those services. 
5 .  	Finally, the literature of political science, particularly that which 
flows from the study of local politics and political behavior, affords 
a basis for understanding and exploiting the political processes and 
governmental resources of the community, and for developing 
strategies of support for library services. These contributions are 
assessed elsewhere in this issue and will not be explored directly in 
this discussion. 
These streams of knowledge and methodologies constitute the 
intellectual tools with which any professional institutional manager 
should at least be familiar. The librarian obviously should not and 
cannot be a sociologist, social or industrial psychologist, systems 
analyst, economist or political scientist. But for those in the profession 
aspiring to or occupying administrative and leadership roles in 
community public libraries, the information generated from these 
specializations and the methods used to develop the knowledge 
become increasingly important to effective performance. The volumes 
of the professional library journals of the past seven or eight years 
suggest that the profession hesitantly agrees. 
The following is an effort to identify issues of growing professional 
concern as expressed in the professional literature of librarianship, to 
describe briefly the utility of social and behavioral science knowledge in 
understanding and responding to those issues, and to cite selected 
examples in which that knowledge has been used to achieve more 
effective public library service. The major issues identified are those 
that seem to be ones which no profession can ignore, but I quickly 
admit that librarians may face a different set of problems and 
priorities. 
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THE MISSION AND OBJECTIVES OF THE PUBLIC LIBRARY 
An issue of persistent and pervasive concern is the one stated by 
Lowell Martin as quoted above, that is, a concern over the mission or 
purpose of the public library. The concept of mission is critical, for it 
tends to shape every other facet of the organization: the kinds of 
service offered,  the organizational structures and operating 
procedures required, the types and numbers of professional and other 
personnel needed to provide those services, the character of 
professional training necessary to develop that expertise, the nature of 
organizational planning, administrative and managerial requirements, 
resource needs, the definition of consumer or client market, to suggest 
only a few. 
Libraries, like any other formal organization, exist to perform 
specific functions which were sufficiently valued at the time of the 
library's inception to justify its creation, and which presumably 
continue to enjoy a legitimacy and fill a need sufficient to sustain the 
library's survival and growth. However, the functions justifying an 
institution in the beginning may become less compelling as 
environmental conditions change over time. The  professional 
literature recurringly addresses itself to the changing realities in the 
library's environment, its shifting and at times elusive clientele, its 
fragile and tenuous political and civic support, its uncertain economic 
and resource base. The voices of such knowledgeable spokesmen as 
Ralph Blasingame, Lowell Martin, John Frantz, Ralph Conant and 
John Anderson have echoed these concerns during the past several 
years6 
The public library mission is deeply rooted in the American reform 
ethos. As a public agency the library was, in Philip Ennis's words, "part 
of a loosely connected series of social movements ranging from the 
struggle for women's rights to vote and enter the work force to a 
general reformist and evangelical belief in education and ~ p l i f t . " ~  The 
library, which during the earlier part of the nineteenth century had 
been an institution created by and serving the educated and culturally 
engaged strata of the community, became during the late nineteenth 
and early twentieth centuries a vehicle for equalizing educational 
opportunities and assimilating the European immigrant. 
Traditionally, the community library has served as a "reservoir of 
culture, a storehouse of significant books," and as a very practical 
educational in~ti tut ion.~ Whether serving purposes of cultural uplift or 
adult education, the library possessed a fairly distinct clientele and 
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could direct its resources accordingly. As it moved away from being 
essentially a creature of private philanthropy to a "public" institution 
with communitywide objectives, the library broadened its mission to 
that of serving the entire community. 
But what is the "community" and what are the "publics" with rvhich 
the contemporary public library must be concerned? Library-use 
surveys relying on social science methodologies have probed these 
questions for more than twenty-five years. The  studies of Berelson and 
Asheim, Kroll, Campbell and Metzner, Monat, Guthman, Evans, and 
Blasingame have examined the relationship between the accepted 
mission o r  purpose  of the public library as enshrined in the 
conventional wisdom of the profession and the realities of the library's 
e n v i r ~ nmen t . ~As Martin commented earlier, "The winds of change 
have blown hard, and in new directions, but the public library has stood 
unmoved."1° It  remains, by and large, an  institution committed to 
cultural uplift on the one hand and to being a "people's university" on 
the other. It has not, in most instances, examined in any sophisticated 
and dispassionate manner the viability or  consistency of those 
purposes, or contemplated the environment it could serve, the publics 
it could cultivate or the clients it could attract. 
A caveat must be entered at this point. The  recent professional 
literature documents the perceived dimensions and magnitude of that 
changing environment and draws generously (but often uncritically) 
from the literature and knowledge ofthe social sciences. There tends to 
be a glib, broad-stroke quality to some of the diagnostic critiques of the 
impact which social change portends for the public library. The  
"problems" and "challenges" for library services, such as those 
concerning the urban poor, the unemployed adult, the inner-city 
young, the aged, the semiliterates-just to cite a few-are seized upon 
with almost a knee-jerk assumption that the public library should or 
must "do something." Although I caution against simplistic responses, I 
do  not suggest that major, enduring social changes-such as long-term 
shifts and trends in the demography of cities and metropolitan areas, 
increasing levels of and specializations in knowledge, underlying 
transformations in the distribution of income and revenue-raising 
capacities-should not be central to the concerns of public librarians. 
Five years ago Ennis observed that we tend to be obsessed at times 
with the phenomenon of change. He offered wise counsel ~vhich 
should be noted by all institutional managers, notjust librarians: "The 
first problem is to identify what is changing or, more accurately, since 
everything is in some kind of change process, what particular aspect of 
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society should be paid attention to in describing a change." A second 
problem he identified was the difficulty in "setting meaningful 
temporal and spatial boundaries to change," as he pointed to the 
importance of asking: "How fast is fast, and how much is much?" A 
third problem his discussion isolated was "the misapplication of 
categories in such a rvay as to obscure simultaneous but opposite 
changes,"ll a tendency ~vhich he felt might be due to the hyperbole of 
political rhetoric on the one hand and the social scientists' attempts at 
objective description o n  the o ther .  LYe t end  to confuse the 
overdramatization of the problem-which may be considered 
necessary at times to mobilize political support on behalf of public 
policy responses-with objective, value-free efforts at description and 
analysis. His final admonition to those involved in the human services 
business cannot be over-emphasized. Public policy responses all too 
often produce consequences not intended by those designing, enacting 
and implementing policy. What he advises, in short, is to know your 
territory and move rvith caution. 
With this forervarning, then, the public librarian should constantly 
be examining and reexamining institutional purpose and mission. The  
methods and knowledge of market and survey research are tested 
approaches which can be readily marshalled in seeking to understand 
better the library's environment. The  conceptual and analytical 
underpinnings of systems theory are probably essential in assessing the 
results of such probings and in devising appropriate service responses 
for either maintaining or redirecting institutional purpose. That  such 
outreach strategies are essential to institutional survival is a basic tenet 
of that field of  knowledge which sociologists Katz and Kahn have 
termed "the social psychology of organizations."12 Every public 
organization must be sensitive and responsive to the environment 
which it serves and which, in turn, provides the resources necessary for 
its continued survival and growth. Public librarians must learn and 
employ the  skills required to negotiate with the institution's 
environment, a task for rvhich the knowledge and methods of social 
psychology and systems analysis can be of high utility. 
THE MANDATE FOR ORGANIZATIONAL EFFECTIVENESS 
Library mission inevitably combines organizational evolution and 
pragmatic strategies for institutional maintenance. Increasingly, 
honever, public agencies such as the library, which operate within a 
constricting political economy of scarcity, are being pressed to identify 
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with greater precision and justify with more cost-effective evidence the 
goals and objectives they purport to advance. The competition for 
limited public and private monies demands a more definitive statement 
of purpose, more compelling rationale for support-even to achieve 
demonstrably desirable public purposes-and more conclusive 
evidence of goal realization when resources have been allocated. The 
mandate for tighter budgets forces administrators to engage in more 
deliberate planning and realistic programming of services and to 
become more sensitive to and ruthless about performance. 
Public administrators at all governmental levels have had to cultivate 
an abiding concern for cost-effectiveness and accountable 
management. This has perhaps been agonizing for those 
organizations, such as universities and libraries, where tradition 
defines a professional-collegial managerial process and style. 
Nevertheless, there is ample evidence that, at least among library 
educators and administrators, the effectiveness mandate has been 
acknowledged. Recent articles by Martin and Chapman point in 
different ways to the need for realism and rigor.13 Chapman in 
particular draws upon the conceptual and methodologic foundations 
of systems theory and systems analysis to describe approaches by which 
libraries can both cope with complexity and develop effective, 
performance-based management strategies. Moreover, the creation of 
state library networks or systems requires the deliberate application of 
systems theory as a means of interrelating numerous existing agencies 
into a statewide service. A recent analysis of these efforts and the 
planning, decision-making managerial and budgeting systems 
involved in their development provides a valuable and brief exposition 
of the application of systems theory to library services.14 
Large public libraries, like other large-scale public agencies, will be 
compelled by the constraints of revenue, if by nothing else, to fashion 
more rigorous management, budgeting and accounting structures and 
procedures. In the past two decades the separate but related impacts of 
the growing complexity of governmental programs and public 
agencies on the one hand, and the more facile application (through 
sophisticated computer technology) of systems theory and systems 
analysis to managing that complexity on the other, have produced new 
decision-making systems which attempt to link the significant 
organizational processes of planning, programming and resource 
allocation or budgeting. This trend, which was something of a fad for a 
short period, will not disappear. Although the life of PPBS (planning, 
programming, budgeting system) has been officially brief in the 
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national government,  the kind of  decision system that PPBS 
represented is probably indispensable to modern  large-scale 
government. Whatever acronym is employed, governmental systems 
and public organizations will increasingly be forced to adopt more 
rigorous, controllable and accountable decision-making systems 
relying on precise statements of  organizational objectives and  
quantitatively expressed measures of performance or  impact. Even the 
library has been touched, as evidenced by Edward Howard's 
description of the movement.I5 
THE  IMPACT OF LIBRARY SERVICES 
The  public library profession has most consciously sought out social 
science methods and information in its attempt to assess the impact of 
library services. The  library impact literature, ~vhile not voluminous, 
has generated conclusions which are more or less redundant. The  
study of public libraries in five Pennsylvania communities might be 
viewed as typical in design and in the kinds of information it developed 
about library services in those communities. Earlier surveys by 
Berelson, Campbell and Metzner, and Kroll, for example, posed 
essentially the same questions about essentially the same issues of 
impact. More recent studies have focused on more specific impact 
concerns, such as those directed at the disadvantaged, the young, the 
aged, or the adult reader. 
The  issues discussed up to this point suggest, however, that impact 
studies may miss the mark in important ways. It may be useful for 
library policy-makers and administrators to determine who their 
clients are and to learn how those using the library assess the services 
they receive. It may also be valuable to obtain a reading on the ways in 
which the community and its significant power centers regard the 
library and its services, but most perceptive library administrators may 
not really need elaborate surveys to reach those conclusions. Many of 
these studies merely confirm what the knowledgeable professional 
already knows instinctively. Berelson's 1949 study on "the library's 
public" revealed, as one summary put it, "that the library \.\-as founded 
to serve a small minority of the population ~vho  are better educated and 
tend to be the community decision-makers. After more than tlventy 
years, Berelson's findings are still valid."16 The  Pennsylvania study, 
conducted nearly twenty years after Berelson's report was published 
showed that those 1949 findings were still valid, at least for the five 
Pennsylvania cities surveyed. 
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The  Pennsylvania study, commissioned by the Pennsylvania State 
Library, probed five major topics of continuing interest to library 
administrators, library boards and students of library services: 
(1) identifying users of library services, the frequency with which they 
use the library, and for what purposes; (2) attitudes of library users and 
nonusers toward the public library: (3) degree and type of financial 
assistance received by the library, and  attitudes of  concerned 
individuals within the community about those financial arrangements; 
(4) how the library met the needs of its users and the community it 
served; and ( 5 )  where the library fits into the overall pattern of 
governmental services within the community. In seeking answers to 
these questions we employed most ofthe research techniques available. 
Statistically significant samples of library cardholders were drawn and 
quizzed through a mailed questionnaire. Follow-up questionnaires 
were sent to those not responding to the initial mailing. Professionally 
trained interviewers were sent into one of the communities to 
administer to a random sample of community residents another set of 
questions, in an effort to probe in greater depth the characteristics of 
nonusers as well as users of the library. Study directors conducted 
open-ended interviews with librarians, library board ~nembers ,  
governmental and political leaders, civic leaders and newspaper 
editors. The  managerial structures and procedures of each library 
were examined, as were the budgets and sources of revenue. T h e  
findings were not startling: 
1. 	T h e  size and co~nposition of the library's active public-those 
regularly consuming its services-had not changed since the 1949 
Berelson report. 
2. 	Those using the library were generally well pleased \vith its services 
and exhibited a deep commitment to the put)lic library role. 
3. 	There did not appear to be any articulate sources of opposition to 
library services. Even those who did nor use he library viewed it  
with respect and pride or, as the report observed, "The ~nantle of  
'civic ornament' is, after all, infinitely preferablr and strategically 
much more functional than the image o f  a 'necessary evil' or a 
public nuisance."17 
4. 	Few perceived the library as "part ofthe local public service system," 
but on the other hand, there did not appear to be any attitudinal or  
institutional barriers to greater public support for the library. 
5. 	There appeared to be tangible support for the concept of a library 
system within the state, an interesting finding since Pcnnsylvania 
had only recently moved dramatically in that direction. 
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6. 	T h e  research directors concluded that the "driving force for 
change must come from the professional librarian," because the 
consumer of l~brary servlces F%as not likely to generate any agenda 
for ne\\ o r  untried ser~ices .  
7.  	Although each of the five librar~es F\as a district center ~+ i th in  the 
neu state library system, none of the libraries had reall) explored 
the "full range of opportunities for expanded library service^."'^ 
I have summarized the Pennsylvania study only for the purpose of 
arguing that this kind of survey is of limited utility. The  public library 
needs a rigorous and deliberate examination of library mission and 
purpose rather than redundancy of comforting findings from impact 
s tudies .  U'e know tha t  most public l ibraries a r e  p r e fo rming  
satisfactorily, given the historical mission of the library as a service 
institution. '4ny future impact studies employing the arsenal of social 
science research techniques should be part of the exploration of the 
utility and significance of the existing mission. Such an exploration 
may well lead to the conclusion that the traditional purposc3 remains 
legitimate and viable; but that in itself is an important conc.11lsiori and 
one ~vhich then can be used to strengthen those services that are at the 
core of that mission. 
Another stream of social and behavioral science kno\vledgc~--l>ublic 
finance and economic analysis-has potentially great utilitv for 
assessing the impact and effectiveness of library services. once the 
profession determines what ser\-ices appropriately are central to the 
library mission. T h e  Library Quartprlj has recently published series of 
articles in ~vhich economists attempt to develop and apply econorn~trjc 
measures of library effectiveness, to formulate an economic- anai)-sis of 
library benefits and  to isolate and  define library objcc.tives and 
performance measures for use in decision-making.'" However, as one 
of the studies observed: "The major difficulty concerning the stated 
public and university library objectives is that they d o  not yield criteria 
for evaluating alternative policies. They are not helpful in determining 
how \\-ell the library is performing nor how proposed plans and 
alternative decisions may affect this p e r f ~ r m a n c e . " ~ ~  




I ha\e deliberately ~ e s e r \ e d  a discussion of librai\ rnanagc.ment and 
manpolter for the conclusion of this article because it seem. to 1)e t h t  
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most critical issue. Yet ironically, library management and manpower 
requirements cannot be addressed adequately unless the other issues 
discussed in this article are recognized as being central to the agenda of 
modern librarianship. For example, the importance of management 
and  manpower  to the  delivery of public library services is 
acknowledged by some authorities in the profession. Perhaps the most 
persistent voice has been that of Paul Wasserman.'l Since management 
education-whether for private or  public careers-rests upon social 
and behavioral science knowledge, librarians increasingly will find 
themselves turning to the experience, methods and information 
provided by these specializations; for example, a recent issue ofLibrary 
Quarterly was devoted to "Management Education: Implications for 
Libraries and Library school^."^' 
The  management of public agencies calls for many skills and 
specialized knowledge. The  managerladministrator must have an 
acute sense of fiduciary responsibility, a sensitivity to human needs and 
individual motivation, a commitment to organizational mission and 
policy objectives, and a capacity to view organizational problems 
dispassionately and to array them within a context of priorities. He 
must be increasingly well acquainted with management science and 
decision technologies, includingcomputer applications, to know when 
to use those tools and how far to trust them. He must above all else be 
willing and able to make humane but firmjudgments about people and 
to make informed and rational decisions about organizational 
objectives and requirements. He must be able to see and understand 
the whole while retaining a grasp of its multiple parts. He  must know 
intimately his policy terrain as well as the art of achieving institutional 
ends through other people. 
Can these skills and talents be learned or, for that matter, taught? 
Much of the relevant cognitive knorvledge and specific managerial 
skills can and are being taught. They rest largely on the conceptual, 
methodological and substantive contributions of the social and 
behavioral sciences. Any management curriculum o r  executive 
training program encompasses instruction and research in individual, 
group and organizational behavior, quantitative and analytical 
techniques, and environmental or systemic realities. Sociology, social 
psychology, organizational behavior, public finance and economic 
analysis, political science, and financial and budgetary management 
are the essential core of management education. 
Are these p rope r  matters  to be covered in educat ion for  
librarianship? For those ~v i th  administrative aspirations, some 
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instruction in and exposure to these bodies of knowledge certainly 
should be considered indispensable. But there are other dimensions of 
preprofessional training that are probably more central. Goode 
observed that the I-narks of a profession are: (1) prolonged specialized 
training in a body of'abstract knowledge, and (2)a collectivity or service 
~r ienta t ion . '~Wasserman suggests, however, that while these may be 
necessary, they are by no means sufficient conditions for effective 
leadership. The professional librarian, he asserts, must be able to 
"place the client on a higher pedestal than the organization," must 
"understand the internal aspects of the library as a social system, 
exploring such questions as organization, task specialization, patterns 
of authority relations, morale, and careei expectations," and must 
understand and be able to exploit te~hnology. '~ In short, Wasserman 
seems to say, effective librarianship requires the knowledge and skills 
of the social and behavioral sciences. As the report of the National 
Advisory Commission Libraries concluded in 1968,"The Librarian of 
today and tomorrow must have many technical and professional skills, 
but above all he must have skill with people."*' 
In the final analysis, then, it is the knowledge skill, sense of 
professionalism, and resourcefulness of the professional librarian 
which will make the difference. He must, after all, be part sociologst, 
part economist, part political scientist, part systems theorist, part social 
and organizational psychologist. The conclusion to the Pennsylvania 
study can with equal validity conclude this survey of the relevance of 
the social and behavioral sciences for evaluation of library operations 
and impact. The professional library administrator 
must be willing to enter  the maelstrom of community 
decision-making by making and defending the legitimate claims of 
his agency. He must recognize that he is best equipped by training 
and purpose to define the goals, develop the role and protect the 
interests of the community library. He must know his community, its 
organization, its leadership, its processes, its opportunities as well as 
its constraints. He must have the professional self-confidence to do 
more than respond to spontaneously expressed service demands 
from the community; he must be willing to take risks by telling the 
communit) \\,hat his professionaljudgment tells him that community 
needs." 26 
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